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Career Success

Career Success: An Exploratory Study of Managers

Abstract

This study eramined career success through a combination of objec-
tive and subjective measures. It was found that the measures formed

three factors: level and income, satisfaction, and hierarchical career

development. Success on two of the factors, hierarchical career devel op—-

ment and level with income appear best nredicted by social background
characteristics such as age, years in career and education. In contrast,
organizational and situational variables and strategy factors added
little to the prediction of any success factor. The study’s i1mplications

for researchers and managers are discussed.
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Career Success
Career Success: An Exploratory Study of Managers

A number of recent studies have evaluated career strategies and
their relationship to career success, if any (e.g., Gould % Fenley, 1984;
Larwood, Radford % Rerger, 1980). Most research to date has examined
career success as perceived by persons evaluating others’ careers,
generally with such criterion variables as Job title, salary and promo-
tions (e.g., Gattiker % Larwood, 1984; Gould & Fenley, 1984; Kotter,
1982; Stumpf & Rabinowitz, 1981). Although the term "career" does not
imply success or failure, it is usually viewed as reflecting a person’s
objective progress in an occupation (Hall, 1976, pp. 2-4). However,
obiective measures look at careers only from an external perspective,
using society®s categories to define someone’s career (Van Maanen %
Schein, 1977). For example, a lawyer who finishes his/her education at a
top graduate irstitution in the U.S. might then start work as a well paid
associate at a highly respected law firm, and become a partner after some
years. This person®s career would generally be defined as successful.
In the same frame of reference, an attorney working for a non—-profit
legal aid group may appear less successful. Unfortunately, neither
example considers the individual®s subjective internal perception of
career success. Would both lawyers, if asted, indicate unequivocally
that they are successful, or would either feel less than happy in their
respective employment situations?

It is often assumed that managers are successful 1n proportion to
their hierarchical level. Nonetheless, research has shown that many high

level managers may be dissatisfied with their careers, and even feel

alienated from their jobs (e.g.. Forman., 1980; korman, Wittig-Rerman, %
Lang, 1981). Those i1ndividuals are probaoly 1n positions whicn do no:
satisfy their own neecs and values. At the same time, human resource

specialists often do not make the effort to know their employees’ career

needs or preferences {(cf. Schein, 1980). Some researchers have claimed
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Career Success
that only by 1ncreas.:ng our knowledge about i1nternal success perceptions
will the best Job-person fits be possible (Brousseau, 1987:; Driver. 1979;
Schein, 1978).

Research which has examined the strength of different predictors of
subjective as well as objective career success is largely non-existent.
This study was intended to examine the abi1lity of social background,
organizational and situational variables, and career strategies to
predict career success, as suggested by several organicational research-
ers (e.g., Driver, 1979; Kohn & Schooler, 1978). Career success was
assessed by using subjective as well as objective measures.

Literature Review

The approach presented here 1is interdisciplinary, drawing upon
literature ir. sociology, management and psychology. Studies in three
areas have a dJdirect bpearing on this research: career devel opment,
hierarchical success and the subjective perspective assessing an indivi-
dual °s career success. In the sections that follow. we provide a brief
summary of recent work in the areas just mentioned and show how such wor k
can be applied to the career domair. A more comprehensive treatment of
this issue 1s provided by Gattiker (1n press, chap. 4 &% 5).

Organizational Level and Hierarchical Devel opment

Objective success. The assessment of individual career success has
usually been accomplished through an eiternal perspective, using a small
number of obiective success items (often Jjust one or two) to measure a
person’s career success. For example, Elliott (1982) defined success as
& combination of hierarchical 1level and salary. Ffeffer (1977) used
salary level and also 1ob title as measures of success. when determining
1t having an MEA degree would affect one’'s career siccess. Gould and
Fenley (1984) used salary progression as one i1ndicator for assessing a
person’s car=er success. An employee’s tenure in the organization as

well as any salary increases., adjusted for consumer price changes,
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Career Success
provided the basis for calculating the average annual progression. These
authors also adopted rareer plateau as a further measure for career
success. Employees who had not been promoted for more than seven vears
were considered to have reached a plateau.

Fotter (1982) examined the occupational stages traversed by high
level managers on their way to their currert positiens. In gathering
datas he surveyed upper level managers in one large U.S. corporation and
concluded that most developed what he called a "success syndrome.” The
managers usually did well in an early assignment which led to a promo-
tion, which, in turn, increased their self-esteem and motivation. leading
to closer relationships with important superiors and peers. This again
helped them to perform well in their jobs and resulted in another
promotion (Kotter, 1982, p. 47). kotter’s approach also assumes that
being a manager and movirg up is synonymous with being successful.

Subjective success and satisfaction. In contrast to research

examining only objective success, Korman (1980) studied the relatiorship
between alienation and career development in managers and success. His
worlk confirmed that managers often feel alienated with their careers
despite objective success measured by position and income. In & differ-
ent study. he and two colleagues hypothesized that disconfirmed expecta-
tions and loss of affiliative satisfaction on the part of individuals may
lead to personal and social alienation (Korman, Wittig—-Berman % Lang,
1881) The investigations, based on a sample of %0 managers, confirmed
that hypothesis.

Recently, a meta-analysis of the relationship between Job character-
istics and Jjob satisfaction was conducted (Loher, Noe. Moeller % Fit:-
gqerald, 1983). On the basis of 29 studies, the researchers found that
the reiationship 1is about .39, with one explanation suggesting that a
"complex” job can influence hew individual s perceive Job satisfaction.

That is, a more complex managerial job should lead to career satisfaction
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Career Success
(cf. Fotter, 1982). But research results with satisfaction have been
mixed and some authors have claimed that satisfaction is a very difficult
construct to explain (Larwood, 1984, pp. 147-150). Some research also
indicates that the relationship between career success and satisfaction
15 weak or sometimes non-existent (Gould % Penley, 1984; kKorman., 1980).
This, however, needs to be tested 1n an applied setting.

Other research has indicated that many obJectively successful
individuals consider that their careers meet their subjective standards
for success. For example, Ffeffer and FRoss (1987) reported about
successful managers (level and income) who were satisfied with their
career success and pleased with their achievements. korman, Mahler, %
Omran (1987) found that older employees perceived their 1ncreased
responsibility for people to be a stress-inducing factor. Those individ-
uals compensated by using social support as a coping mechanism. Older
employees who enJoyed hierarchical career success indicated less stress
and more pleasure wit!. their careers than younger colleagues. FEased on
the above, it appears likely that managers who perceive themselves to be
successful may gain a higher quality of work life than support personnel
(cf. korman, Mahler, % Omran, 1983). However. this claim also should be
tested 1n an applied setting.

Conclusion. Career success., as represented Jy cbijective criteria
(e.g.., position, salary), is not necessarily indicative of how indivi-
duals feel 1n their careers. However, the majority of researchers to
date have applied only obilective definitions of career success, thus
1gnoring i1ndividual npeesds and values which may affact a worter’s percep-
tions. Research has shown that the performance of an alienated manager
tends to decrease (torman., Wittig-Berman & Lang, 1981). In order to
1mprove the fit between organizational and individual needs., it would be
useful to know more about the sublective experience of career success

(Schein, 1980). The present study combines objective as well as subjec-—
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Career Success
tive measures in 1ts amination of success. Achievement of both types
of career success may reduce stress and improve the quality of work 11fe
at the same time (e.g.. tahn, 1981).

What Fredicts Success?

Dalton (1951) was among the first organizational researchers to
examine th« antecedents to success. Studying 228 salar:ied managers, he
concluded that social background is the most import contributor to career
success. Social background has also been found to be important in more
recent studies. Pfeffer (1977) showed that social background variables
accounted for significant differences in the remuneration level of MBA's
and business graduates. Gould and FPenley (1984) found that the social
background variables age and education were significant in explaining the
variance in salary progression. The R® obtained for age and education
was 14.35%, making it the highest in their predictor set, and supporting
their hypothesis that an individual’s social background can have a
significant impact on career success. -

Organizational and situational variables are also of interest in
predicting career success. Dalton (1951) felt that the position of an
industrial manager in the organication’s hierarchy may be a decisive
factor {for career success. In surveying ithe oil industry, others found
that a line position may help a manager's advancement far more than a
staff position (korman, Mahler, &% Omran, 1983). Ffeffer (1977) also
found & significantly higher compensation level for MEA’'s and business
graduates in line positions over staff positions by using longitudinal
data. Dased on different longitudinal data, Sewell, Hauser and Wol-
(1980) suggested that a person®s gender will affect current and future
occupational status and career success.

Researchers have also asked whether career strategies are accurate
predictors of career success. Ban'ura (1982) asserted that the two ere

not related. citing the chance events which influence career paths and
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strategies. When reading popular literature, one cauld think that career
strategies play a decisive role in realizing career success. but such
books are usually based on personal experiences, cas~ studies, or limited
interviews (Blank., 1981: Molloy, 1977). Gould and Fenley (1984) reported
that their eight career strategy factors accounted only for an additional
5.8% of the variance 1in salary progression for managers. However. had
they used a more conservative measure, such as an adausted R=, the level
of prediction would nct have been statistically significant (cf. Cohen &
Cohen, 1982, pp. 103-107). An alternative analysis of this phenomenon
(Larwood % Gattiker., 1986) reached a conclusion similar to Bandura’s. It
suggests that any overall relationships between strategy factors and
success would be difficult to find once the strategies became widely
reccgnized and practiced. Repeated adoption would prevent the strategies
from serving as a selective mechanism. and from making an identifiable
impact on & user®s career. In view of these contradictory positions,
further research 1nto the effectiveness of strategies seems appropriate.

Research Issues
The literature reviewed above suggested three overall predictions
for the sample of managers in fourteen firms.

Hypothesis 1. In agreement with the literature previously invest-

igated here. social backqround and oroanication/situational variables

should predict a significant part in the variance of career success for

the managers studied. Earlier research using one or both of these groups

of variables has explained objective career success to a varying degree
(e.g.. Dalton. 1951; Ffeffer, 1977). A link between those factors and
subjective career success was also established (e.g., torman, 1980),
What distinguisnes this study from previous worl 1s that both sublaective
and objective career success dimensions are included.

Hypothesis 2. Career strategies should not acrount for any signifi-

cant part of the population variance when eixplaining career success.
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Frevious research showed that career strategies either did not explain a
significant part of the population variance 1n career success (Larwood,
Radford & Rerger, 1980) or the level of explanation was rather small
(Gould % Fenley., 1984). Furthermore. Eandura (1982) claimed that career
success was largely due to chance events instead of certain paths,
techniques and strs‘egies followed by an individual. In this study,
Bandura’s claim will be tested in an applied setting., looking at both
cbiective and subjective career success.

Hypothesis 3. Social background is a stronger predictor of career

success than either organizational situation variables or career strataqy

variables. Although there are no Previous comparisons between all three
predictor groups., the design of this study allowed the determination of
relative predictability. The research showing the importance of social
background (e.g.. Ffeffer, 1977; Sewell, Hauser % Wol+, 19803 Dalton,
1951), combined with other’s work to the effect that social oackground
may 1nfluence subjective career success through affecting career expecta-
tions (Romney, Smith, Freeman. kagan & Klein, 19793 Van Maanen % Schein,
1977) . suggests that this is the more powerful of the three predictor
sets. Since research with satisfaction has led to mixed results, 1o
hypothesis was formulated to test if career success would relate to
satisfaction. This study will. nowever, also look at this relationship.
Yethod
Of twenty—four Southern California firms (1,000 or more employees)

whrch were contacted, fourteen agreed to tale part 1n a study of the

caresr success of their managers. They were divided evenly between
manufacturers and non-manufacturers. Respondents were designated by
their personnel departments according to a 2 (male or female) :x 2 (low

or middle to higherr managers) x 2 (line or staff) factorial design 1n
which up to 16 managers (Z per condition) could participate. Such a

stratified sample facilitates subsequent generalizations to be made from
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the results of this study (Blalock, 1984, chap. 4).

Of 224 executives i1nvited, 194 (87%) participated i1n the research by
completing a usable survey. They were approximately equally distributed
by group, with 95 industrial participants and 99 from other firms. There
were 2?6 male and 98 female respondents, 97 each in low and higher
positions, 95 in line jobs and 99 in staff positions. The respondents
had worked an average of 11.9 years in their curr 'nt career.

Instrument

Farticipants were asked to complete an anonymous questionnaire
assessing their views on career development. The instrument was divided
into four segments, with the first asking about social background
variables, such as years in career, education, age, marital status and
number of children. The second portion was concerned with organizational
and situational variables, including gender and whether the participant
held a line or staff position?. Classifications of individual organiza-
tional levels (low or middle to higher managers) as well as type of firm
were obtained from the respective personnel departments.

The third questionnaire segment consisted of a list of eighty—-two
potential career strategies and tactics, 1ncluding ability to meet
deadlines, showing company loyalty and willingness to take risks (Lar—
wood, Radford % Berger, 1980). The items wused in this portion of the
survey were originally derived from a study by Heisler and Gemmill (1978)
who ashked managers and MEA students about career strategies. Their
results indicated that such areas as ability to meet deadlines and to
take risks were perce:ved by both groups of sub,ects to be important
career strategies. Furthermore, the data obtained by Heisler and Gemmill
indicated that MBEA students as well as seasoned managers felt that career
strategies were important in helping advancement and career success in an
organization. Each item in the third questionnaire segment of this study

was accompanied by a five-point scale ranging from (1) "important
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Career Success
advantage" to (5) "important disadvantage. "
The final part of the survey concerned success. Global success in
relation to others 1in management., as well as level 1n the company’s

hierarchy, were evaluated en a three-point scale ranging from (1) "very"

to (3) "not very." Satisfaction with progress and pay were each assessed
on five-point scales. from (1) "more than 1t should be" te (5) "less than
it should be." Respondents also provided two relatively objective

measures, pay category (scored from under $20,000 annual income to over
$50,000) and length of time since their last promotion (scored from under
1 year to over S years).

Career Success Factors

In order to evaluate the data set, a factor analysis was conducted
on the success measures. One of the design variables, organizational
level (as rated by the personnel departmert), was also included as a
success measure in the factor analysis. Orthogonal varimax rotations
were performed and eigenvalues (>1.0) helped in-determining the number of
factors to be extracted from the data set of the different items (Kaiser,
1974). This decision was supported by a scree—test (Cattell, 1966).

Stem loadings greater than .40 were statistically significant
(px.201), according to the Burt—-Banks criterion (Child, 1970), and were
retained for the scales discussed below. These conservative factor
loadings were wused to avoid reporting resul ts based on sample character-
1stics which could not be replicated in the future (cf. Nunnally, 1978,
chap. 3 % 63 Webb. Campbell, Schwartz, Sechrest % Grove, 1981, chap. 3).

Fredictor Variables

The predictor variables were social background, organizational and
si1tuational variables. and career strategy factors. For the latter. the
82 survey {tems were subjected to identical factor analytic procedures as
above (cf. Larwood. Radford % Berger. i$80), further information on these

factors is given in the next section. Effect coding (1 or 2) was applied
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Career Success
for the categorical, soccial background and organizational situational
variaoles, as suggested by FPedhazur (1982, chap. 9). The independent
variable sets were taken as predictors in a multiple regression analysis
to determine the amount of population variance explained in career
success.

According to Cohen and Cohen (1983, chap. 1), multiple regression is
best suited when trying to determine the magnitude of a phenomeron. For
correct application, multiple regression assumes that the residuals are
normally distributed (bivariate and m .ltivariate normal distribution).
To test this assumption, the data used in eaich of the regression runs
were tested for data outliers by looking at scandardized residuals first,
and then evaluating a histogram of the standardized residual plots. The
analysis of these two procedures, and also the nor mal probability piots
of the standardized residuals obtained, showed that the data collected
met the normal distribution assumption.

- Results

Factors i1n Career Success and Satisfaction

In order to test Hypotheses 1 to 3, it was first necessary to
extract independent factors for obiective and subjective career success.
The eight career success measures were subjected to the factor analytic
procedure described above. All eight items loaded significantly on three
resulting factors: (1) 1level and income; (2) satisfaction: and ()
hierarchical career development, together accounting for 69.5% of item

variance (cf. Table 1).

Insert Table 1 about here

-

Table 1 shows that Factor 2 was subldective, while Factors 1 and =
mix subiective with obijective components. Only one 1tem., level (subaect-
ive) appeared on two factors (1 and 3), loading in opposite directions.

The 8:X strategy items loaded on seven factors: ability (e.g., to

express oneself clearly), public appearance (activity in community

13
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affairs, being marriad), vigilance (making sure others don’t take what is
yours), sex role (learning from male role models). politics (having a
sponsor at & high level), acquiescence to authority (being an advocate of
company policy) and education (having a good academic record)=. This
solution explained 52% of the varic.ace in the responses, a level similar
to the variance explained in other research uncovering somewhat different
factors (Elliott, 1982; Heisler % Gemmill, 1978).

Prediction of Career Success

Hypothasis 1 held that social background and organizational and
si1tuational variables would predict a significant part of the variance in
the three career success factors. As batore., the data were rested to see
if the residuals are normally distributed, with the razsults showing that
this assumption was met. The variables measuring social background (such
as marital status and number of children) were entered by themselves to
obtain their uwnique contribution R=. ' Separate multiple regression -uns
were done on the data to c=2t the unique contribution R® of organizational
and situational variables (respondent’s sex, line vs. staff position. and
type of industry) as well as of the career strategy factors.

The social background variables account for a modest but significant
amount of the population variance when predicting career success Factor 1
(R==.12, p<.001) and Factor T (§5=.21. pL.001). Situational and organ-—
izational variables account far a small but significant amount of the
popul ation variance when predicting Factor 1 (E?=.06. pL.001), Within
the predictor factors, we examined Fearson’s r to determine the direction
of the predictor’s contribution, as suggested by Cohen and Cohen (1982,
chap. ). Bezause of coding direction, respondent age, years 1n career,
eaucation and number of children correlated negatively with Factor 1
(level and income , while marital status correlated positively (p<.05, by
& two-tail test of Pearson’s r) with Factor 1. Thus a respondent who is

older. married, with some college education, childremn and having spent
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Career Success
some time in his/her career tenos to be more successful than others in
terms of level and 1ncome (Factor 1). The respondent’s age, time spent
in career and number of children correlated negatively with Factor =
(hierarchical career development) (p<.01l, by a two-tail test of Pearsor's
r>. This suggests that mid-career individuals and those having children
may perceive his/her promotion development in a more positive light than

a younger colleague.

Insert Table 2 about here

Type of industry and the respondent’s gex are the situational and
organizational variables negatively correlated with Factor 3 {hierarchi-
cal career development) (p<.0S, By a two-tail test of Pearson’s r.
Apparently, females employed by non-industrial firms tended to have been
promoted quite recently and considered themselves to be near the top of
their organization’s hierarchy. None of the i1nteraction terms of the
situational and organizational variables (type of industry, gendar and
line-vs. staff) were significant. Neither social background nor situa-
tional and crganizational variables predicted a significant part of the
population variance in Factor 2 (progress satisfaction), while organiza-
tional and situational variables did not predict Factor 1 (leve! and
income). Eased on these results, Hypothesis 1 seems only partly confirm-
ed.

Hypothesis Z predicted that the relationship of career strategy
factors to success would be minimal. The results in Table 2 show that
career strategy factors do not predict any of the success factors
significantly. Thus, Hypothesis 2 appears supported. 0f course it 1s
not possible to be completely confident of a predicted null hypothesis,
nonetheless these results provide substantial confidence 1n it.

Hypothesis 3 stated that when examining the magnitude of variance

accounted for in career success by the predictors, social background

would explain the largest part of the variance. Rows 1, 2 and T in Table
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-

< show that social background 1c the strongest predictor for both Factor
1 (level and income) and Factor I (hierarchical career development). The
regression coefficiente obtained in the equation showsd that these
differences were substantial. Furthermore, social background by itself
accounts for a slightly larger amocunt of the population variance ex-—
plained in Factor 1 and Factor 3 when compared to all other predictors
combined (cumulative adiusted B® is .10 for Factor 1 and .19 for Factor
Z). This 1is the natuw-al result of having a larger predictor set which
affects the degrees of freedom used (Cohen % Cohen, 1983, pp. 10S-107).
Again, the regression coefficient obtained for social background indica-
ted that this difference was significant. Based on these results,
Hypothesis 3 is supported.

Discussion

This study examined career success through a combination of subjec-

tive and objective measures of career success. It was found that the
measures formed thre: factors: level and income,” satisfaction and
hierarchical career development. The results indicated that social

background was the best p-edictor for level and income, and hierarchical
career development, while nc..e of the predictors explained satis%action.
The study also showed that despite popular beli1ef, usefulness of career
strategies seems fairly limited when trying to explain objective as well
as subjective career success.

Career success. The prodject at hand has identified three career
success factors: level and income, satisfaction and hierarchical career
development. Wh.at distinguishes the present study from other research in
this area is the fact that for the first time an attempt has been made to
construct factors which i1nclude obiective measures, such as the person's

h ]

sewel in the oryanizartion as rated by the personnel department, and

Swhsostl - measures, e.g., perception of qlobal success. Nevertheless,

further work is needed. For instance, the scales might usefully include
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more variables than is the case here: it would also be desirable to
compare managerial with non-managerial personnel in future studies.

Fredicting career success. It was investigated if the correlation

between satisfaction and the different precictor sets (social background,
organizational and situational variables and career strategies) would
exist. since research results have been muxed. The data in Table 2
indicate that this study did not find any relationship between career
strategies, social background and situational variables. This should not
come as & too big a surprise since the usefulness of the construct
satisfaction in organizational settings is rather elusive {L.Larwood, 1984,
Pp. 147-150). Ambiguity may be latent, that is, people may claim to be
satisfied with ther careers but still feel unsuccessful in them. or
resolve to change employers (cf. Mowday, Forter % Steers, 19872). Some
researchers contend that reports of satisfaction are useful but do not
directly address the way in which employees evaluate their carzers.
Furthermore, such reports are always difficult to interpret (Gutek,
1978).

The results concerning social background confirm earlier research
where this pradictor accounts for +*he largest part of the variance
explained for level and income and hierarchial career development
(Dalton, 1951:; Gould 2 Fenley, 1984; Pfeffer, 1977). This research
proiect goes a step further by surveying managers in meore than one
organization in two types of industries (e.g., Dalton, 1951; Gould %
Fenley. 1984). Furthermore, instead of taking Just one single measure to
assess career aspects, factors were used representing internal as well as
external career aspects, which is in contrast to previous worhk (Elliot,
1982: Gould % Fenley, 1984; Ffeffer, 1977).

Career strategy factors did not explain any of the population
variance in the success factors, which supports Bandura’s (1982) claim

mentioned above. This is in contrast to popular literature which claims
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the opposite, wusually without adequate documentation (Blank. 1981:
Molloy. 1977). These results are also in conflict with conclusions drawn
by Gould and Fenley (1984), who showed that the eight strategy factors
explained 5.8% of the variance in salary progression in their sample.
Howeve=. one explanation could be they did not use the adiusted R=, as
suggested by Cohen and Cohen (1983, PP. 10A=107), in which case they
would probably have obtained a statistically insignificant R=. Further-
more, Gould and Penley (1984) drew on just one public service organ--
ization for their subjects, while the sample in the present study came
from a number of private enterprises. including manufacturing and non-
manufacturing businesses. Fart of any differences could thus be explain-
ed by the different populations survevyed.

A second possible explanation could be that career strategies are
ephemeral. In other words, although strategies may have helped career
Progress at some time or in a particular organization, their widespread
use may render them competitively obsolete in other circumstances and
thus prohibit their successful applications by others. One important
aspect of any competitive strategy is an element of surprise and origi-
nality, which, in & career context, enables the user to distinguish
him/herself from others. This could explain why career strategies
recommended by "how to" books might be ineffective due to their broad
Circulation.

Implications for Management
and Future Research on Career Success

This study provides evidence that research on career success should
be placed within the larger context of a person’s life. Any understand-
ing of career paths and effective personnel management is substantially
reduced if the subloective side of career success is ignored. Future

studies should continue to explore this issue. In particular. the

possible impact of non-work aspects and roles upon subjective career
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success should be investigated. The automat:ic assumption that hierarchi-
cal career success leads to feelings of success should thus be reiected.
Instead, the desirability of hierarchical advancement as & moderating
factor on a person’s evaluation of career success should be examined
further. Subsequent research could study lateral career~ movements,
specifically the characteristics which lead people to label such moves as
desirable or undesirable. For example, Driver's (1979) model of career
concepts claims that certain career types vary in what they deem desira-
ble career paths and goals. The result is that people differ widely in
the amount of importance they attach to lateral moves when it comes to
subjective career success.

The data confirms Bandura®s (1982) claim that career strategies are
of no importance when 1looking at an i1ndividual’s career success. For
young managers just starting their careers this also means that despite
popular literature®s attention to career strategies, the latter’s influ-
ence on objective as well as an individual’s self-assessment of career
success is very limited indeed. This suggests that career strategies,
such as showing initiative., may be a prerequisite for a young manager to
advance, but not-giving the individual a competitive edge. Moreover,
believing popular books® claims about career strategies® impcrtance and
following those suggestions, may lead to possible alienation if career
success does not follow (Forman, Wittig—-Berman % Lang, 1981).

This study answers one of the questions raised in organizational
research, i.e., what predictors, apart from social background, will add
to the overall level of prediction of career success (e.g., Gattiker %
Larwood, 1986)7 Organizational and situational variables were confirmed
as a significant predictor in how 1ndividuals perceive their hierarchical
career development.

This study raises a meta-theoretical issue: If social background

variables can explain a substantial, but still modest part of the popul a—
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tion variance for career success, what is needed to increase the level of
Prediction, and what types of measures apart from social background will
be necessary to predict career success” As the results in Table 2
showed, organizational and situational variables did not add signif-
icantly to the unique contribution of social background variables when
explaining the population variance in career success,

Further conceptual work is needed to advance our level of knowledge
in this area. Social background explained a significant amount of the
population variance for an individual®s level and income as well as
hierarchical career development, which is a potentially important
determination. The study also showed “hat a new concept may have to be
developed to increase the magnitude of prediction for career success.
The indivic<:al’s internal career concept should also be investigated
further so that a person®s career needs can be determined.

The implications of these results for management and researchers are
manifold. The efficient allncation of human resources de@%nds that
decision makers become increasingly aware of the prevailing perceptions
of career success in their employees. It is they who will be directly
affected not only by ob designing, but, also, by organizational career
paths and options. The wultimate goal of management and personnel
specialists should be the best "fit" possible between i1ndividual and

company needs, to maximize benefits for all involved.
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Footno’.es

' Gender could also be placed among the social background variables. For

convenience, all design variables were grouped together in the second
variable set.

#? These factors are described in Larwood, Radford and Berger (1980);

because they are not of main 1mportance to the present study, they will

not be elaborated here.
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Table 1

Items Used to Define Three Factors:

Carecr Success 25

Career Success and Satisfaction

Factor

Factor Items Loadings
1 Global success
Level and scaled from 1 (very high) to 3 (not very high) .61
Income

Level (subiective)

scaled from 1 (very high) to 3 (not very high) .75

Income

scaled from 1 (high) to 3 (low) .84

Level (design variable rated by personnel dept)

scaled from (upper/middle) to 2 (low) .70
2 Satisfaction with progress
Satisfaction scaled from 1 (more than it should be) to S

(less than it should be) -.73

Satisfaction with pay

scaled from 1 (more than i1t should be) to S

(less than it should be) -.90
> Level (subijective)
Hierarchical scaled from 1 (very high) to 3 (not very high) -. 53
Career
Develop- Time since last promotion
ment scaled from O (less than one year) ta 9 (nine

years or longer) -.89
Note. The above factors were obtained using principal components analysis,

Or thogonal

greater than .40 were statistically significant
Burt-Banks criterion (Child, 1970).

varimas

rotations were performed on the data.

Only loadings
(pL.001), according

to the
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Table 2

Career Success and Satisfaction: Adiusted R= by Each Fredictor Set

Factor 1 Factor 2 Factor 2
lLevel % Hierarchical
Fredictor Set= Income Satisfaction Career

Development

Social S 12%XX .01 S1XXX
Rackground

Organizational . 00 . 00 LOOKXKX
and Situational
Variables

Career .02 .00 .02
Strategy
Factors

Cumulative adjusted R= S 10OX%KX .00 C19%xx
Note. The adiusted R= is an estimate of the populaetion R= adiusted for the
number of predictors (Cohen % Cohen. 1983, pp. 1035-107) based on the
multiple regression values actually obtained. The unique contribution to

the adiusted R® of social background variables, organizational and situat-
1onal variables and career strategy factors wac obtair=d with separate
regression runs. To obtain the cumulative adiusted h®. sc- 41 backgrounag as
well as organizational and situational variables and strategy factors were
entered together in the regression at the same step/time.

“Social background variables 1included the respondent”s education, age,
marital status, number of children and years 1n career; organizational and
situational variables represent manufacturing versus non-manufacturing, sex,
line versus staff position and their five interaction terms. Career
strrategy represents the factors obtained.

¥ BN . 0S5
¥xx p<.001




